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SCHOOL SITE MANAGEMENT* o
Introduction

K] . - R . -

On January 6, 1976, San Franclscc School Supenntendent Robert Ft Alioto proposed an organiza- .. .

~ tional redeslgr of the dlstnct that included a shift from school district to school slte management He sand
in part C : - e -
: Il recommend that we move toward a school site management model that values staff
and community involvement and' stresses accountabtltty -We must recognize the

principal as the instructional leader of the school.'We must expand the budgettng‘

"+ and fiscal control at ezzh school site. . . . We must establish at each school site one - -
active. advisory cbmmtttee which tncludes parents, students ana' staff representa-
ttves of the school’s ethntc populatton. L :

In a similar vem, a top educatlon advrsor to Govemor Brown of Caltfomla said last fall that the
- governor favors ‘“‘more local control at the school site.™" Accordmg to the advisor, the govemor sees the
. local school as ‘‘the’ basic unit of educational management ** and he feels that local schools should ‘‘have

: dlscretlonary authority for using funds that have been allocated by the district.”” Local schools also should -
have “‘substantial freedom of choice over what personnel are assigned.’’ Finally, the advisor said that ’
. thesé reforms will be part of the governor’s response to the California State Supreme Court s mandate to. -

reform the state system of school finance 2

.

Why is. school site management bemg proposed in an urban school dnstnct with declmmg enrollment.-

‘and i mcreasmg f'manclal problems? Why is a governor who' espouses an ‘‘era of limits”’ advocatmg adminis-
trative'and budgetary decentrahzatlon of public schools? The answers lie partly i in the fiscal crises facing

many school districts around the country, and partly in the desire of c1tlzens to reestabhsh thelr mfluence o

in pubnc educatlon BRI . S . s

- o

Flscal Cl‘lSlS became an issue in pubhc educatlon dunng the late 1960s, wrth the advent of the

- so-called taxpayers’ revolt. Voters who usually had passed school district budgets and bonds  begani increas-
ingly toreject them.3 At first, this widespread rejection of school budgets was blamed on d1ssat1sfactlon

with local property taxes and the mequmes of State school finance systems. Consequently, much effort -

was exerted to reform state school finance s; ystems during the early 1970s, Spurred by election defeats and
judicial proddmg, leglslatures devised new and more equ1table formulas for dlstnbutmg state.money to

local'school dlStl‘lCtS Many states sabstantlally increased their level of state support for public schools as

well. These reforms it was hoped would amehorate the financlal problems of the pubhc schools e

' *Whlle wntmg this paper 1 recelved valuable cntncnsm from James W Guthrie and Walter l Garms. l also would llke o

" to-thank Lynn Gray, Robert Hartman, Katherme Lyon Roben McClure and Amold Meltsner for thelr c(,'nstructlve )

comments on an earller draft

¢



o - . . . - . . -

- The fiscal problems of the schools, however, did not drsappear State school finance reform dealt )
only with the revenue side of school finance; it did little to control the rising costs of public education. In
" fact, state reform often rncreased costs by rarsrng m|n|mum standards and mandatlng new: educat|on -

programs : L S . . , -

- : . - T S e

. " San: Franclsco provrdes an example of how raprdly school costs’ ‘have risen in recent years From .-
1969-70 to 1975-76, per pupil £psts in San Francisco rose from $1;108 to $2,323—ani increase of more than_
100 percent.* Controlling for: inflation, this still represents approxrmately a 55 pe:'cent lncrea ln per puprl

5 spendmg over a fwe-year penod 5

- " - N
- PP

- The major fi scal problem facmg most publrc schools, in. other words, ls‘that costs are ris e ..

a raprdly than school revenues Local voters are unwrllrng to increase local tax rates 10 ‘meet thozegc:sot.rs\\
State and federal governments are unlikely to provrde enough funds to completely brrdge the gap between . | °
% costs and the amount ‘focal districts can raise for themselves Since some cost -increases (such as’ "__f o
teacher salarles) are an automatic result of inflation and wage. |ncreases in other areas-of the economy, the L
. 83p between school costs and ‘school revenues can only be filled by saving money elsewhere, that is, by I
rncreasrng school pr\,ductrvrty In order to slow the rate of ; growth in education costs, local- school districts -
must develop decision-making mechanlsms that can drfferentrate between polrcres and programs that are

o necessary and those that are not. : :

-Further support for proposals 0 decentralrze school management anses from the desire to |ncrease

publ|c participation in.school governance policies. ‘Local ¢ontrol of the schools originally instituted to -

- make them responsive to'the people, nevertheless proved to be cumbersome, and it frequently obscured
- the state's responslbrlrty for' providing every child with.a basrc education. In pursuit of greater accountabil-

ity and higher nrofessmummmmndmmmmmnenkwhthWrW

country swung: toward representatlveness and local control, later swung back toward greater professronal

i

autonomy and stronger executive control P R

P Between the. l920s and. the l970s, the govemance of publlc educatron became more and more

’ centrallzed Steps desrgned to increase the authority of educatron executives also increased-the d|stance

. 'between educatlon managers and the publrc at the same time they made it more difficult for: teachers to
' influence educatron polrcy As school systems have come |ncreasrngly under the dominance of profes- -

. sional managers, teachers have lost their abrllty to communicate freely with their superiors. Furthermore,
“. teachers” discretion over classroom proceoures has been eroded by management’s efforts to introduce -
' educatronal innovations. Public dissatisfaction wrth schools has been. coupled wilh a growing alienation of
R schoolteachers, who find themselves being criticized for the failure of programs and policies over- which
they have very little rnﬂuence Recent demands for citizen participation and communlty schools reflecta "

" desire to nudge the pendulum back - toward greater representatrveness ) LT T

q .

-The rmprovement of public education then requires not only new approaches for controlling educa-"
ticn costs but alsc renewed commrtment to the education of young people by parents and teachers—those
who are most responsible for.their educatron It-is particulariy mportant to increase the mvolvement of .-
. parents in the educatjpn of their children. Only they can provide a supportive home environment where
‘learning is encouraged and continued after school hours. But w.: -also must develop schools that are
~ cohetent and committed to° teachrng basic skills, yet tiave enowph flexibility to reflect the character of :
mdrvrdual commun|t|es We need teachers who care and schoois that are understandable '
Thrs paper will examine current school management :md budgetrng pract|ces and propose one way.
they can. be altered to encourage ‘more coherent understandat:le schoolmg This proposal is the | use of-

.~

Aruitoxt provided by Eic:
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school slte management In the paper | wrll argue that th|s rel?orm offers the best immediate and practlcal
prospect for achlevmg the kind of ﬁscally and educatlonally responslve schools we deslre

- L . - ~

~

- _ Centralized School Management

]
T

ln most. urban and suburban school dlstncts that e-1roll a vast majority .of the country S publlc
o schoolchlldren management decisions are controlled by a dlstrlct superintendent and staff: School _princi- _
_-pals and téachers have l|ttle to say about the development of education policy or how district policy is to be:

1_; implemented. The problems of centralized school management are best |llustrated by examining school
- district budgetrng g : E S

School Budgetmg o

4 " Much can be learned about the management of an organlzatl fi by consldenng the mariner in which it
S —utlllZCS resources. For school districts, the budget process constitutes the i primary mechanism for planning
e and controlling ‘educational actrvrtles Most people understand that budgeting affects teachers’ salarles the
. quantltles of supplies avallable toa school ‘and thé kind of maintenance a school receives. What is not so
readlly understood is that budgeung also affects lmportant decrsrons about what is taught how it is taught )
and who- teaches |t o

The school budget process is deslgned to develop a plan for acquiring and allocat|ng a district’s -

ﬁnanclal resources. This plan is summanzed in the school district’s budget, which then must be approved T

- D)flne communlty 5 elected representatn(es and. filed with the state in accordance wrth state law.

' A casual glance at the preclse language and impressive detall of a ﬁnlshed budget creates the."
- lmpresslon that public school budgeting is a highly rational process. Budgéts typlcally discuss a commu- -
‘nity’'s education peeds and ‘social objectlves and- assert- that deslgnated educatlonal programs will acy
* complish those objectlves ln .an equntablc and effic cient manner However, this process lS not really sO. -
rational as. it looks ’ v . -
ln fact, publi'c school budgeting is a highly political process. The final budget for a large district
reflects choices consirainad by state law,. previous budgets, negouated agreements, and the_political
influence of key actors. Those choicgs may have little to,do wrth the. rauonal analysis of f aliernative means
to accomplish the stated objectives. It is lmportant to recognize the polltlcal nature of public school -
budgetlng andto desrgn the decision-making process to fairly represent those wlth an mtel 25t in education, -

lncludlng cltlzens, admlnlstrators, teachers, parents and students

KeyActorv in the Budgenng Process 4 _ J : _ - '. - .

) \The important decisions in public school budgetlng are belng maoe |ncreas|ngly away from class-
rooms and school buildings. State leglslatures and state departments of education’ currently exercise much’
. inflience and control over the: school budget process. Through statutes and regulatlons, they prescrlbe
budgetlng procedures budget calendars, ‘budget forms, accountmg procedures and auditing requirements.
Many states also place limitations on district expenditures, revenues, and indebtedness: A large number of

states ‘have collective bargaining laws establishing state. supervision of collective bargaining. In some -

states with extensive education codes (such as Callfomla, New York, and IllanlS), many of the substan-
" tive budgetlng declslon_s are dictated by the state. Often, state regulations establlsh the amount,to_be spent

v

A ot providea vy e [ . . o . : et PN . . . . -
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o on chr‘dren rccelvmg categorlcal aid, and many states even spec|fy the number of teachers requlred for ®
each SpeCldl educatlon or early chrldhood education classroon. . . ) : Lo
. v . Atthe dlstrlct level, school budgets are constructed by people in the dlstnct office. ln mos. d|str|cts
' the superintendent and the business manager prepare the budget. In very large districts, such as'New York-
Clty and Los Angenes afi scal office wrth dozens of pe0ple usually is |nvolved :

) In recent" years “some of the sUpenntendent s control over budgetlng has been constralned by. :
' collectlve bargatnlng Under riost-collective bargalnmg statutes, dec|s|ons affecung wages,: hours and
- other conditions of employment must be negouated The superintendent or a spec|al assistant hired by the -
school board negotiates in private with union representatlves on a wide variety of matters aﬁ‘ectlng the
district’s budget The publlc, most teachers, and evemchool board members are- absent from these
- negotiation sessions. Since as much as 80 percent of a dlStl‘lCt s budget is spent on personnel the results of
- such bargalnlng greatly affect school budgets. While participation in school. ‘budgeting was seldom wide-
~ spread before the advent of collective bargaining, delegation of important budgetary decisions to the .
bargalnmg table has, substantlally dlluted the ablllty of- prrnc:pals teachers or parents to lnﬂuence budget ’
“decisions: 7 ' :

R

T Tradmonal B'ldgetmg Fracuces

“he budget process beg|ns with. an estlmate of enrollment and revenues for the’ budgeted year.’
“stimates of the number of children first entering. kindergarten or the first grade can be derivéd from
'+ -census figures on the number of live births five years earlier. The proportion of children who progress'from * -
,ﬂwmymmmmmmﬂnﬁmh—
' graders will enroll the next year in the fifth grade. ‘Adding new entrants to those who reimain in the system- .
produces an accurate prediction of enrollment ThlS estimate is important because a district’s ‘enrollment
largely determines the amount of money it recelves from the state, and in some states, the amount a
district can raise locally : - :

.

o Rcvenuc estlmates depend on enrollments ‘as well as on the, growth of assesced property valuation in"
the d|strzf‘t and a variety of assump::ons about sources of funds. Federal revenues are difficult to predlct
because they can be changed so quickly- by Congress however, funds available through the Elementary -
ahd -Secondaiy - Education Act and impact aid programs.change only slightly from: one year to the next.
Siate reven.es iend to be more predictable than federal. Knowledge ofa state’s financial situation suggests
whether stat: funds will mcreasc and by how much. Local revenues ‘consist primarily of property tax .
receipts. These dépend on state {aws governing the taxing of local property, the growth of local property '
assessments and the WIllrngness of voters to support educatlon

Once enrrhment and revenue prOJectlons are made department heads and pl‘lnClpalS usually are
.asked to submit budget requests accordlng to their particular needs. Generally, however, this *‘bottom-
up " approach is not very important. Since a large share of a school district’s budget pays salaries, which -
are usually. negotiated at.the' district level, there simply is not inuch money left to respond to the particular
s 'needs of individual schools.® What money is left is usually controlled-closely by the superlntendent and is
subJect to the requlrements of state laws and local school boards. The resuit is budgetlng process that is -
hlghly centrallzed  with most declslons ﬂowrng “from the top down.” :
Re.,ources are usually allocated to. schools in accordance with prevrously establlshed rules or
norms, such as | teacher for every 25 students Staff ing norms mlght be adjusted for, hlgher grade levels .

Aruitoxt provided by Eic .



i

\

- 'maintenance workers counselors and cafeterla employees are determlned in the same manner:

o

_ tables. Gnce the norms are deslgr.ated (usually by top-echelon adn~|n|strators) and subsequently confirmed -

-

for larger numbers of. non-English- speaklng students for handlcapped students or for com: pensatory :

‘education students, The point is that no matter how SOphlSthated the norms, instructional personnel are -

allocated to schools on the basis of an impersonal stapdard. Li kewise the number of administrators, clerks,

K

'

A ‘similar’ procedure is followed in nonpersonnel budget categones A"l aceount s established for

~each school with a number of expendlture categories (€.g., instructional +s ‘pylies, textbooks, supplemen-‘-

tary books, traﬂsportatlon health supplies,. telephone, and office supplies). The amount placed in each
school’s account by the central office is based on a set of norms, usually a function of enrollment In some
mstances however, thiese norms are a functlon of factors other than enroliment. For example, the number
of. square feet covered by a school and schoolyard may determine the number of custodlans a scl.ool
should have and the amount to be allocated for mamtenance supplles

e

Under such centrallzed budgetrng systems the most Cl‘UClal decisions involve the design of the norm

-by the'school board the rest "of the budget process becomes almost entlrely mechanical. 1t takes only a
clerk to translate a school’s prOJected enrollment .into the speclf ed number of teachers vice principals,
counselors and custodlans

- .

“Once an lndlvrdual school s allocatlons have been determlned there is llttle or no ﬂelelllty in -

resource use at each school.’It matters little if the principal ard his. staff prefer to have two teacher aides
“instead of one new teact.er the norm table assigi.ed them because f an-engoliment lncrease,cc. if they

. would rather have all supplementary. books instead of a budget llne of textbooks

Q

ERIC -

Aruitoxt provided by Eic:

k2

-~

\ o
ln the best ‘centralized systems lt may- be possible. to transfer-a percentage of funds from one
nonpersonm.l budget category to another (e. g) from office supplies to lnstructqonal supplies). However, it

is extremely. unlikely that a principal would be permitted to “*‘trade’’ an allocated vice priricipal for three

part-tlme teachers an ofﬁce clerk for a noon duty aide, or a counselor for three teacher aides,
. - )

-

- Deﬁci'encies of Centralfzed Séh’oc;l'Budgeting '_, o . B \ . L

Centralized school buogetlng emerged for several reasons For one, budgetlng is a tlme-consumlng a

and tedious task, and many dlstrlcts found it easier and less costly to coordinate budget formulation in a
single office. Also state regulatlons usually requlre a central controller to insure that funds are spent and
audited properly. Furthermore, having a slngle budget office makes it easier for a school district to deal’

with outside fundlngagencles The federal govemment pnvate foundations, state education departments, -

and the Internal Revenue Service all require a variety of records and forms that can most easily be .

completed if all budget data is’ compiled by a single office. However, ‘desjite the obvivus.advantages of
centrallzed budget management such a procedure has a varlety of deficiencies.

1. C entrahaed Budgetmg Assumes Sustamed Growth. From 1940 through 1970, school enroll-
ments and budgets grew at historically unprecedented rates. Perhaps unconsclously, publi¢ school officials . -
developed a phllos0phy of management built on the assumption of sustained growth. This approach -
predicated the future based ona continuance of the past Using this basc, acw school programs were added -

'

-to meet emerglng school problems

Many school districts today face decl|n|ng school enrollments an&l revenue limitations that have
- made growth oriented management and budgetmg procedures obsolete New -pnoblems now must be.
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- solved not by adding new programs, but by. rcdlstnbutmg exlstmg resources to meet new requlremen ts

Obvrously. school district budgeting must p!:«y an important role in such a redlstrlbutlon The questlon is

" whether tradltlonal school budgetmb nroC uu;es are appropriate for this task

T yar

Theonsfs‘bf publlc budgeting: i oublous about this poss'blllty Wlldavsky s stud|es of~the budget ‘:

process conclude that public budge ung is ‘incremental;!® that is;-each year's budget focuses only on the

‘*add-on”’ to the preceding year's budget or base, which is considered inviolate. Lindblom argueés that

incremental budgetmg is inevitable, because the multlpllclty of g&als and altematrves for accompllshmg

. them makes means-ends analysis of the entire’ budget impossible.** The ‘‘add-on’-portion- of the budget

can be determined only by the political process. Good policy is-whatever analysts and politicians can agree
upon. Old programs, once 1mplemented are very dlff cult to ellmmate because they have ready con-
stltuenc‘les to argue for therr contmuance :

Y, .
\

Other research, however, mdlcates that the budget process.may not be as mcremental as some__'
bel,neve Natchez and Bupp, in analyzing the Atomic Energy Commlsslon s budgets for a 15- year period,

found that while the total budget increased gradually, significant changes in program priorities occurred

within the budget These priorities were not set by the national administrators but weremshed at*‘the .

operatmg levels of* federal bureaus—by program directors sensltlve to thelr own cllenteles ez

-~

ThlS study and others'? suggest that budgets can change from the. “bottom up“ approach lf’operatmg _'
T persqnnel have sufficient dlscretlon over program decisions and have sufficient funds available to respond
“to changes-in client interests. This kind of discretion usually is not available i in public school budgeting.

~Until more choice at the school site is available, school budgeting ‘will remain incremental and wrll'

contmue to be poorly sulted to handle problems of declmmg enrollment and resource reallocatlon }

o2 t’entrahzed Budgeting lncrease.s Educat:on lncqualmes One of the maj,or ﬂaws of centrallzed

budgeting is frequently viewed by-proponents of such systems as a major strengtll“'l‘l'l’S‘lll'lS‘l‘EK‘Enly argued
that depersonallzed standardized norm tables eliminate dlscrlmmatlon Wlth allocatlor.., based on an
abstract sét of decrslon rules, some argue, no eleraent ‘of racial--or. ethnic-bias can seep. into ‘budget
deliberations to warp resources and services in favor-of a privileged: or powerful segment of-the 'school
population. Under such a supposedly sanitized allocation system, predominantly Black, Chicano; or

" low-income schools. should receive the same treatment as schools populated by mlddle-class whlte stu-
". dents, smce the norm tables are the same for all schools

”»

"As persuasrve as-such loglc may be. it-has proven too frequently to be mconslstent with reallty

Findings in Hobson:v. Hansen and various school comparability audlts provide evidence that schools, _
- receive d|ss|m|lar treatment.'* Intradistrict expenditure disparities are common and for many reasons. In a

few - mstances 'no doubt, systematic expendlture disparities have been a consequence of deliberate and
malicious dlscnmmatlon In a few other instances, however, intradistrict expendltule differences are

shown fo be an unantlclpated consequence of naive budgetmg policies. For example, a decision to permit
small classes for advanced courses in'academic high schools at- the expense of large classes in general -

cumculu and vocatlonal high schools favors college-bound students, In sugh situations, the term *‘in-

. strtutronal raclsm appears approp'“.
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However. the most common explanatlon by far of unjustified mtradlstrlct cxpendlture dlsparltles
. stems from a source other than prejudice or naiveté—this explanation isrelated to teacher salaries. It is the
privilege of teachers to transfer from one school to another; based upon therr seniority in the system.
Teachers frequently perceive. thelr status to be lmked tlghtly to the social. status of the students they

"'j'_ 11
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instruct, Consequently. the path of upward moblllty for te¢ chers is from elementarylschools m low-lncome
¢ - *or minority-dominated areas to secondary schools on the dlstrlct penphery. where there are more middle-
class, academically orlented white stuldents. As teachers accru@-sementy. they' sift toward *idesirable”
schools carrymg with them the highe: salaries they’ haVe earned-for longevity i in the d|str|ct and additional
course credits. The result of such a riugratlon can be a substantlal disparity in' lnstructlonal expendltures
between-races or mcome groups. ARd this can take: place und(-r the martle of- equlty and fair play provtded
. by such supposedly neutral abstractlons as norm tables. ' .
Even wnere centralnzedbudgetmg procedures lead to rc latlvely equal expendltures among students N
~and schools within a district, they. stlll may 'jmpede or-deny th: essence of equal opportumty By utlhzmg
- abstract allocatlon formulas, centralized budgefing discourage’s individual schools from matching their, -
" 'services to_the partlcular mixture of their students’ needs. It is qulte possible that while one .group -of
Students may benefit from a partlcullr mix of classroom teachers, counselors vite pl‘lnClpalS and‘oﬂ'lce .
clerks another group of students mlpht benef t more f'.)rr fewer counselor" and admlnlstrators and more
 teachers, teacher aides, and tutors B “ : - '

- - u;..'-h
v - Decisions about the correct'mnmf services- and personnel for any aggregate of students are diffi cult
h to make under the umbrella of standardized, dlstrlct-w1de rules. A cent?ally determlned mix’ wnll likely be
su|ted to the majority and will probably not acknowledge that minority groups have: systemancally dtffer-
ent. education needs. Without individualiy tailored mixtdres of services and staff; it is diffi cult' to ac-

compllsh anythlng more than superfclal dollar equallty among schools and students in a d|str|ct . - =

. ) . -._'t 4

Such an assertion is tllustrated by the post-Hobson Vi Hanren anecdote of a senior; French teacher -
,who was moved from one Washlngton D.C., h;gh school to another because her hlgh salary was contrtbut-‘
- ing'to an expenditure lmbalance By Shlftlng her to d school wnth lower per. pupll expendltures school
. administrators were attempt-ng to comply with Judge Skelly anht s decision calling for dollar equallty
s The effect of the transfer however, was to deprive one group of students of a French teacher in mid- ©
semester. Moreover. no swudents at -the school to which the teacher was transferred elected to take :
French; so she was assngned to clerlcal tasks and hall monltonng L Con e e T R

. . X - LN . Bt

3. c enrrahzed Budgetmg Conmbures ro Ineff crencres Besndes falllng_io assure equallty of op-
’portunlty. centrallz;d norm-based budgeting may contrlbute to serious inefficiencies in school operatlon
For orte reason, standardized budget allocatior procedures inhibit efforts'to tailor school services to the *
ldlosyncrasles of individual students or groups of students. Some students may neeﬁtra readmg or math
lnstructlon Others may need lndmduallzed instruction in ‘order to work their way back into the general
progra Others may work better in large classes. or 6n ‘their own ima school llbrary Effi ctency is .
in¢reased when instruction is talloreo to fit students’ needs S , R o Ty

o Second current’ centralized- budgeting seldom prowdes incentives for teachers ‘or school admmts-
trators to be efficient. Suppose a teacher develops a new career |nformat|on system that savés the d|str|ct no )
the cost of several guldancecoungelors Under the usual arrangement, neither the teacher nor the school /
pl‘lnClpal Teceives a saiary increase or bonus. Moreover, in most districts, savings in one hudget area . i

. cannot.be transferred to another area or carrled forward into the school s next fiscal year budget. Con- S

« 'sequently, there'is no fi inancial incentive to introduce new teachlng methods or:practices. In’ fact if, the -

B amount saved is taken. away ‘from the school there may be an lncentlve to'malntaln current expendltures

The absence of dlverslty under centralized budgetlng fosters tneff c|,enc|es of another sort. *Educatlon .
is stlll for the most part an- art there exlsts very llttle sclenuf ic knowledge “of*the best way to’ teach ij'

!
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.mathematlcs or to organlze a cumculum in order to-create a l' irmer technical base for schoollng, we. need

to experlment with a vanety of teachmg methods. Only by encouraging many |nstruct|onal styles and
strategles can. we hope to deveIOp more productlve means of schoohng :

*

F mally, nef" clency also res: ts from centrahzed budgetmg because of the relative absence of cruclal

_actors in the declslon~ making process, By preventing scheol prrncnpals teackers, parents (and, perhaps, ‘

stuclents; from mfl«.tenclng ihe use of their school’ s resources, ‘'schoel district administrators transmit the
llnpllClt message, “You don’t count.”” When such treatment is prolonged, tke almost lnev1table result is a

., diminished desire. to\ 'succeed and a heightened tendency to blame. someone else for farlure Under such,

circumstances, it is. easy to understand the contention of New York City prnnclpals that they are not
management- personnel and should therefore be* permltted to bargaln collectlvely on the sidé of teachers

(although at latest report they have not offered 10 remit their salary differential for the same reason). They -

assert that most |mportant deClSlonS .are made "downtown,’f and a reasonable observer would have to '

Tre

v

concur : : I o , - °

4. ' Centrahzed Budgetmg Stifles szen Participation. Another ﬂaw in centrallzed norm-based
budgetmg is ‘the dlfﬁculty citizens have in mﬂuenclng the budget precess. Many districts appoint lay -

.. members 10~ budget committees ‘and hold hearings on budget proposals deve10ped by_staff members;
- however‘ these prot:edures allow access to th2 budget process to only a few nodstaff people. - . -~

-;T;. Prlnclpals and teachers too, have’ very llttle voice in most budget declsnons, yet when cmzens and
' parents are dissasisfied with the educatlon their children are _receiving, they are likely:to complam to the

school pnncipal or their children’s teachers. Unt‘ortunately, these complaints have .very little chance of

. mﬂuencxng budget decnsrons since these decnslons are made at the dlstl‘lct level : RO,

.
. N -
RN - . ., \ .

. .
Ml

Even |f CltlZenS qould partlclpate in budget decisions, such partlclpatlon could ,be'counterproductlve '

|n large districts, ln.s,uch dlStl‘lCtS where there are widely’ dlfferent demands, responSnveness to cltuen

' ) demands would result in-giving 4 little: to- everybody Arriving at workable compromlses under such-

""" policy. discourages urban residents from_taking part in education-related. decision-making; many urban
‘ resldents who ‘could afford to do so havc responded by moving to the suburbs. o

‘circumistances would be. extremely difficult, Furthermore, citizen partlculamatlorln‘large'dlstnct is
....relatively.- costly-for-most bareni A snngle mdnvndual has almost no chance of inflaencing district policy, .

and the larger the, dlstnct the smaller that chance becomes The- difficulty of influencing ‘public school

’ o, i
T ey

Solutlon To School Budgeting Problems

I-or some school districts; centrallzed management and budgetlng procedu:es have worked well in
the past and still- continue to- perform, adequately the function of allocatlng resources at the dlstnct level.
However, for many dlstncts, partlcularly those faced with declining enrollmen*s and resources, ~*en-

. tralized’ managemﬂnt and budgetlng methods are no longer adequate. Rather than adding programs aud

spendmg more money, ‘many- districts’ ha\'e ‘been forced to cut programs and budgets. Lacking effective’

- -.proce(’lél;es for relating how much is spent on school programs to the effects of .those programs, such
" distric

frequentiyofall back on such norms as '‘last h-red“ l' rst fi red  or ‘‘one coun,.elor for every 250
2

' -'students e, . L

“Aa

';'\-,‘ o

: Man'y of the programs adoptef‘ in the~late° 1960s to addresé the special education needs of handi-

_.capped, bilingual', and dlsadvantag"cd'_ children haye been the first casualties of district fiscal crises. For

v .o
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X :example recent ﬁnanclal shortfalls in the Berkeley Unified SC"lOOl District in ‘California—tor i many years
.- considered a “llghthouse" school district—have led to severe cutbacks.in the district’s education pro-
" gram. Over half of the alternative school programs established in the 1960s have been closed, and many

_-mlnonty teachers h|red in the- early 1970s have been released.!? .

Durmg perlods of 9table or fallmg enrollment school dlstr,tc.ts need new budgetmg and management
mechanisms for controlling resource allocation. To cut costs and vitain program quality, . dlstncts must, .
develop procedures for comparmg the effectiveness ‘of school programs and weeding.out those that are

least effective. The most difficult- problem is decldlng who should make the dec|s|ons about what should be -

kept and what should be deleted

: An alternative tq centrallzed school management and budgetlng is delegatlon of these responslbllltles. N o e

1o individual schaol sites.. Both s¢hool site management and most voucher proposals rest on the assump- - /~
tion that public schoollng will be lmprpved if consumers are given greater responsibility for decrdlng which_: . / i
" educational services should-be provided. Although it would not offer as much freedom of cholce aswoulda - : /

‘ change the school’s program rather than to simply wrthdraw the|r children from it. e

‘vouclier system, school slte management would offer parents and young people a greater voice: xn school
4

_ School_srte management ls—a~decrslon-mdkmg arrangement that would substantially increase- the.
ability of parents and school personnel to,influence school policies. Schgol site management is not new: It _
_lncorporates many proposals ‘for returning some school decisions to the individzial school site while leaving

affairs:!'® Even if we accept many liberals’ skeptlclsm about the responsiveness of the marketplace and the
competence of families-to- wrsely choose edug:atlonal programs, as they do in the voUcher system, citizens
still can be given greater responsibility in education by'increasing their pamclpatlon m educatlon-related
decisions. When a schodl's" peiformance declines, schdal site management would encourage parents to’

', . ——

- e
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B School Site Management—A Strategy For Enhancing School
e Responsivenoss

.

o IR —— e

-others (such as the auditing furiction) at'the central office. School site management is an intermediate

" The Organization of a Schooi Site Mariageinent-S'ystem‘.’ ' ' _ S S

structure’ between centralized school management and educatlonal vouchers. With it, public provrslon of |
educatlon would continue; however, there would be.a major shift in the locus of decision-making responsi- -
bility, State education depanments district school boards, district superintendents, and central district
staff members would lose influence in educatron declsron-maklng,\wh le principals, teachers pareiits, and
students would garn mfluence

School site managcment would ..olve many of <he problems mherent in centralized budgetlng proc
dures. Beforé dlscussmg how it would do.this; let us first look at how a school site management syste

functlons. o . . . :
| i ’ .

o)

(&3

f
t

The School Site as the Busic Unit of Education Man:a'ée‘ment o o e

" The cssence of school slte management is a shift of decmon maklng l"CSponSlblllty from the school

_district to the school site. Under current state laws, school districts:are legally responsible for providing

educational services. They are ‘empowered to raise money and are the recipients of state school support
l'unds School site management would not remove these functions from the district. In order to provide

- Lo \
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families greater control over school affalrs, however, other lmportant aspects of educatron declslon- o
: makmg would be delegated to the schools ’ ‘

. The reasons for’ ‘doing th|s are many. The most- |mportant con‘act between school personnel and
.. families takes place not at the district level, but at the school site.-Parents and students. are more interested
in their parttcular school than in the district, and, consequently, they are inore likely'to become involved at
"“the school site. Furthermore, by dividing districts into school units, thé opportunities for parent participa- =
tion are tncreased while the scope of education problems considered'and the number of people involved at
y one meeting are reduced. This makes it easier to respond to parent preferences. since only the
-prifgrences of parents with children in one school have'to be considered; hkewrse it increases the chance -
of any-one. parent to influence school policy. Finally, school site management gives those. education
" professionals most familiar With a student’s problems—the principal and | teachers—greater responslblllty
for the éducation of chrldren Since the education needs of children wrthln a school and between schools
are not always the same, the principal and teachers in a school are in the-best position to respond to those
 differences. A0 N o . .
) o ) , ,
Wlth arguments so strong for brlnglng educatlon managcment toa smaller more responslve unit, one
might reasonably inquire, ‘“Isn’t what you say about the school even ‘more true for the classroom? Why.not
employ the classroom as the basic: management unit?"’ In an earlier era 1 might have agreed. Today,
~ . however, even at the elementary level many students: are in contact with more than one teacher during'the
course of a school day or week. Team teaching is mcreaslng. and the increased use of speclallsts also’
. makes it difficult to identify a’group of students as the exclusive responslblllty of one instructor. This is
" even true at the secondary level. Thus, because the classroom is too small and the district teo large. the
|nd|v1dual school becomes the most reasonable unit for primary managerlal functlons

W - ‘ .

Parenl Adwsar\' CaunCIIS- i e i

e . A

" In order-to amplify the parents’ “voxce and to compensate for the overp0pulat|on and resultlng
depersonalization of school districts, parent’advisory councils (PACs) could be established at all s¢hool

sites in districts with more ‘than 1,000 students.?®. Such councils would select and advise the school
prtncrpal approve school site budgets and partlclpate in negotiations with the-teachers on details of the
, school's educational program. The number of PAC members would’ be propor:i-aal (o a school’s ‘enroll- ,
- ment. Schools of less,than 300 students might have a five- -member PAC while those at 900 or more might
have 13 members. Regardless ol‘school size, however, parent advrsory councils should not have more than
<13 members. : -

. The manner in’ Wthh individuals are selected to serve on PACs is cruclal One posslble approach is

- for only parents of chlldren presently enrolled in the school to serve on the PAC. Citizens without children

‘4 do have school-related interests; however, in many cases, those lnterests may best be expressed at the

- school dlstnct and state levels. Since nominations by principals or district school. board members would be

" open to substantlal criticisms of professlonal dorhinance, nonrepresentatlveness and personal favoritism,

those ellglble to serve on a.PAC might be nominated by a nonpartisan caucus or through a petition process. -

" For example, any parent obtalnlng slgnatures from 5 percent or 50 parents (whichever is least) in "the

. school would be placed on the ballot. ° . o

Members of parent advisory councils would best be selected by an electlon Although the electoral
process never guarantees “‘true’’ representation and generally is cumbersome. and time- consummg, it is z

better than any other procedure An.appropriate term of office would be. two years, with members

Q
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. permltted to. serve no ‘more than two terms Terms could be staggered S0 as to provnde mcmbershlp
§ contlnulty from year to year :

s

:

Smce the principal appears to be the smgle most important component ofa school $ success “one of -

_ - "the most important functions of a PAC, not unlike the board of education at thg district level, would be to . -
S participate in the selectlon of the school’s chief executlve ofﬁcer Itis pOSSlble under some condltlons to "

have a capable pnnclpal and still end up wrth a‘‘bad”’ school butitis extraordmanly rare tc find a “Lood” o
~'school with an incompetent pnnclpal Even though there are few lncentlves for pnnclpals to, encourage -
: good teaching, principals appear to set the tone of a school and to llght the spark of excitement that spurs
-~ staff members and students to'excel.?! Therefore -if the schools are going to offer programs in keepmg with-
- hlgh educatlon ideals, local cltlzens must partlclpate actlvely in Jz lcctlon of: :C‘:OOl pnnclpals '

PAC partlclpatlon in pnnclpal selectlon could be elther from the. “bottom-up or by a “trlckle-
down”’ prbcess. In the *‘bottom-up’’ approach the PAC would interview: applicants and récommend to ;
the district board and administration a group of three to five acceptable candldates the board and adminis- - -~
trators would .then make the final choice. In the “trickle-down"’ approach the“central administration or . -
school board would narrow the field to some limited number of acceptable candldates and then permit the
school PAC to make the final choice. Whlchever approach is pursued, the pnnclpal should be ona’
three to-five-year contract Wlth renewal subject to PAC approval 3 : o _ K

The Prmctpal as Educatlon Manager

¢

When movmg from centrallzed d|stnct management to school site management clcar asslgnment of -
résponsibilities might prove to be difficult; |n|t|ally, there” probably would be some confuslon as to who - .
controls a school. The pl‘lnClple is Clear; however «If the school is the basic ynit of educatlon management— """
and its staff is heldz accountable for the service provided, then the principal must have adequate authontyn '
to make: changes accordlng to the desires of parents and the school-council. Under school site. manage-

. ment, school principals. would supersede district superintendents as the most influential education mianag- -
, ers in the United States. A pnncipal would be accountable both to the school district for _operating the
» school within state- and d|str|ct regulatlons and to the PAC for’ tallonng the school’s progra‘n ‘to the

councll s pOllCleS -

.,G.": e L
L LR o
. - .

The principal as representative of the PAC, would have discretion over three important areas of. |,
school management: personnel budget, and curriculum. The authority to hire personnel is essPntlal if the o
pnnclpal is to be held accountable for the school’s perfon mance 22 since the classroom teacher remalns the
critical link in the education process. Without the abiiity to hire and assign teachers, the prlnclpal would- .
have little control over school performance. The PAC and members of the existing school staff may assist S
the principal i in screening candidates and developing criteria for selectlng among quallf ed appllcants but,
‘ ulumately, the decnsnon 10 hlre would be the princlpal Si- .

-
"

The prlnclpal also would be responslble for preparlng the school budget for approval by the school' '
councll and for the establishment of a school-curriculum. (School site’ budgetlng will be discussed in a
subsequent section.) Curriculum decisions would invelve negotiations between teaching staff, PAC, and
principal. Initially, schools undoubtedly would find that state curriculum requirementts and pressures from
national accreditation and testing orgariizations leave little room for curriculum innovation at the school'- ,
level 3 Over time, many of the state requirements might be relaxed to allow schools.to develop their own .
educatlon curriculum. Provisions calling for agreement amorig teachers, PAC, and prlnclpal ‘on the cur-
riculum at each school would be part of the d|str|ct-level contract wrth teachers unions or professional

3
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orgamzatlons Tn' principal would be held re: ,ponslble by the PAC for |mplement|ng the school cur-
riculum and any changes it deemed necec sary :

Schoal Site Bu: 1getmg

School site o"dgetmg would n.qulre a twc. step budgetlng process Frrst school dlstncts would

: allocate funds to schools and'develop an -accounting procedure to insure that drstnct funds were properly
.. utilized. District supenntendn t= and school boards would determine the amount of money available for
the public schools in each d|st': . A total operating budget for the district would be established, then funds -

~ would be allocated to each scheol in unrestricted lump sums. Each school would be. entltled toa speclf ed_

. .amount for each enrolled child. The district might want to vary-the amount for different age groups, or.for
‘handicapped or otherwise disadvantaged children. Nevertheless, once district revenues ‘and enrollments:
were established, each school’s revenues would be computed by multlplylng the number of students in the :
school by the amoust avanable for each category of student ’

.
&

— a)

The second step of the prdcess budget1ng at the school srte ‘would be more compléx than at the ,
district level. “Two budget formats would. be needed to obtain the best use of funds within a school. First, to -
insure that funds would be spent properly, the school would need a simple | line-item or object budget that
would indicate. how funds recewed by the school were: ac,tually spent. Both state and d|str|t:t regulatlons ,

requlre such mformatlon to protect agamst the mnsappTOpnatlon of publlc funds
. l [

i t g
) In addmon a second budget format—a work flow budget that measures how students are. progress-
lng through a course or series of courses toward some defined objectrve—would be needed.?* For- exam-
~ ple, 1f lmprovmg ‘reading skills i is the goal, then“information would be collected showmg each- student s
- —progress through the reading cumculum Work-flow budgets rshowmg the cost of moving students from'
.one level of reading skill to another would’ enable parents and téachers to decide when and where to spend
* résources in the readlng program If it |s dlscovered for example, that 60 percent of each year's readlng .
achievement is lost during summer vacation, the school staff and PAC ‘might want to reallocate : resources
to summer reading programs.. Work: flow budgets wotild help build: knowledge of educational processes
. and provnde data for more detailed program budgets. Most important, “work- flow budgets would-enable
teachers and parents to assist school pnncrpais and PACs'in decldrng whrch programs work well and which
do not. If program B moves students toward the goal of readmg competence at half the cost of program A,
‘then there would bea rational basis for selecting program B over A. Until this kind. of technlcal work-flow
- mformatlon is avallable it will be dlff' cult to reallocate resources in a manner that will malntaln quahty
) educatlon o ) . -

k3

s

The StatesRoIe in SchoolStte Management _. L 5 S

o N Shlftmg responsibility for schoohng to the school s1te w0u d not ehmmate the state s role in public
RO education. States would continue to provide a substantial portion of pubhc&chool resources, partlcularly A
~ for d|str|cts that lack ability to. fi inance their schools adequately, and for d|str|cts with’ large numbers of-

[ chlldren requmng speclahzed programs
In addmon to fundlng, states need to be |nvolved |n school standard settlng Public pressure for -
hlgher standards in state schools should encourage states to estiblish mrmmum standards for the schools

“and develop procedures fori |nsur|ng that the standards are met. This probably would require statewide
examinations to assess student achlevement in.at least the areas of reading and mathematlcs since despite
the~vanety of tasks |nvolved in schoohng, readlng and computlng &re commonly accepted as mlmmal_
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learning skills for every chlld (lndlvrduals may d|sagree on the relatlve slgnlf icance of- these ‘skills, but it |s
difficult to ‘identify a ‘rational point of view that holds that they are of no importance.) Consequently, it is

highly- probable that an annual statewide assessment of children’s achievement in these two areas would br__'

publicly acceptable. If state legislatiires desired, they also might make other areas- subject to competency
standards ard testing. The problem is to have enough standards to insure that children receive adequate

educatrons yet few enougl' 10 permrt local vanatrons consrstent with-the d|vers|ty of local |nterests.

There i is. no need to specrfy a s|ngle best ‘method of establ|sh|ng a statewide testmg scheme lt is not-
necessary to test every child every year. By selecting a relatively small. sample at each grade level from -

each school it would be pOSSlble to assess the degree to which students were gaining in achievement. It is

R

|mportant that the sampl|ng populatlon be sufﬁcrent to generallze about each grade level ateach school. - .

\
. . . l.
e, g e i A

Annual. Performmue Reporls : o ~ ' ' T

Whereas: stutewrde standards and testlng programs are ‘intended ta:provide. the state wrth an early- o

. wurnmg system regardlng its interests in minimum levels of student achlevem nt the Annual Performance
‘Reéport pr|mar|ly would involve’ localp Client, interests. ThlS .report would probably appear each spring. It
- would include topic4l ca,tegones ‘and ltems'slmrlar to those illustrated on page 14. The prmclpal would be

resp0ns|ble for overseeing.its production; however, séctions of it would be reserved for exclusive use by

,:the parent ddVlSOl'y council, students (above the ninth grade), and.staff. The report might be publrshed in "

the local newspaper,, posted promrnentl.y in the school, and, most |mportantly se thome to thP parents or - -

gudrdlan of edch student. It would be the prrmary prlnted mstrument by which o\llents could assess the -

effectiveness of their local school. 1 uddtt'on each school's reports would provrde suffi crcnt mformatron ' A

to permit, cllents to choose among dvmlable schpols oy A -

ProllferatIOn of :eportmg forms and data’ collect|on efforts has long been a frustrat|ng fact of lne -in

both ‘the private and public sectors. Well- designed Annual Performance Reports would. help to reduce

. some of these efforts by consolidating them. For the §tate federal government, and local school districts, -

“as well as for ‘the individual school site, the- Annual Performance Report would be the primary data

comp|lat|on instrument. The school d|str|ct could aggregate |nformat|on from |nd|vrdual school reports to N

t

meet state reporting requirements for- school d|str|cts
/

ln most areas of the country, tedchers representatrves negotrate with d|str1cL school boalds over

terms and cbnd,ttIOns of employment. Since districts are. likely to continue raising: money for public’
" schools, teachers wrll likely insist on negotmtlng salary schedules and worklng conditions at the d|str|ct-

level .- . .tx o L . . " . .
l«q . P :|. ‘. ..:. - B . ) ' '~?"-”
o v,

. For school site mdnagement to be el‘fectrve current collectlve bargamlng pract|ces would have to be ,
_ modlf ed. Hiring of personnel and grievance hear|ngs would have to be conduicted at, the school site, and if "
_ semonty rights were agreed upon, they would apply only within a particular school. ‘The most important .
change from current collective bargalnlng practices, however, would be the addition of school site bargain-
ing-on the content of the school program? Teachers in each school would sit down with the ‘principal and

_representatives of the parent advisory committee to deveIOp the next year's educattOnal program. Mem-
‘bers of the press and public would be permitted to observe those sessions."Final settlement of the

d|str|ct-w1de‘ec0n0m|c agreemcnt would . be - 'ontmgent upon the srgnrng of local school site program .

c0ntracts S ‘
L ~l<- 1.8;
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' pr0port|on of various llcense classnﬁcatlons, etc. S : '

: Areas of St'rength. '

U

. . oo
C . - . &, A . B

_ AN ELEMENTARY SCHOOL ANNUAL PERFORMANCE REPORT

“
P

N  Ilustrative Table of Contents -

L

'.S“clrool»lnjormation L .' L _ ; , . . .\

Name locatlon. enrollment age of bulldlng. number of classrooms, number of specnallzed rooms,

' school site*size, state of i repalr amount spent o malntenance in the last year and last: decade, llbrary
;_.;~volumes.-etc._ - o s .- :

oo

Number of staff members by category. age, sex ethnlc background experlence degree levels

'Stchnt Peiformdnce'u’lnformation_"_ S . T C : .

PREN
c.,' B i : [} .

_ Intellectual perl‘ormance data all lnformatlon on student performanc.e on standardlzed tests. should :
be reported in terms of state-establlshed mmlmum standards. Relative. performance of dlfferent schools in-.

the district should also be provided. Other performance, ;data might include: student” tumover rate, absen-

[ .
-teeism), library crrculatlon performance of past students at -next level of schoollng G _|un|or high, high

N ) _.l~
T !

school, college) etc B _ B I Ve o

I (v

Here the school can describe what it consnders its’ unlque or noteworthy characterlstrcs The purpose

' is to encourage every school to haveone or more .areas of particular speclallzatIOn and competence, to '
- espouse-a particular educational phllosophy. or to employ a distinct methodology or approach. This
sectlon would lnform parents about the tone or style of the school o

s . , ) o : ) . o

'Areasfor.lmpravément_-' o S SRR

v

In th|s section the schoul would rdentlfy f ve areas “for lmprovement and would outline its plans

regarding them’ These probiem areas mlght change from year to year or remain the same as the. school

'mounts -a long-term improvement project. This section should encourage schools to be Self-C"lllCdJ to
3 establlsh spectf ic goals and to report on subsequent progress _ Sown

P
n

. . . Y

: Parent-_, Téiicher and‘Student' Assessmcnt af SchoOI Performance

[ 4
4.

Responslble parents, teachers and students shoyld be permltted an uncensored 0pportun|ty to assgss

" school perl‘ormance This section would permit various school constltuencles to express their. oplnIOns,of

school success or failure with respect to such. matters as actual- lnstructnon currlculum deveIOpment raclal
relations, drug abuse student partlclpatlon in declsnon-makmg. etc 28 . ST

[
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‘ Bargaining at ttie school. site would enable parents to influence the. krnd of schooling, belng ofl'ered If°
leachers‘at one school insisted on shorter class periods, parents could indicate their dissatisfaction directly
by. complaining to the PAC or indirectly by transferring their children to another school. To keep their
Jobs teachers would-have to be sensitive to parents’ concerns. School site dg,reements on the content of -
the school progrdm would help bnng the publlc back into publrc education.

Parem Choice of School Progrum . ‘ .

"~ 'So f.xr only elements designed lo lncre.nse the voice of school srte personnel dnd the publlc hdve been "
discussed. However, it is entirely possible that teachcr and citizen pdrtrmpauon at the 'school site- may
" generate many suggesllqns but produce few changes. In this case, it is important that parents be free tq |
transfer-their children to another school if their complamts are ignored. Allowrnb ; choice of schools is Ilkely.»-
to m.nke schogls more . responsrve to parent sug,g,esuons -

. S : e

i There are several w.tys of provxdlng p.nrents with more choice among school pr ogrdms For exdmple
~each school could offer: several alternative > programs—a traditional program, .nn arts program, a free school

program, a career education program, etc. P‘uents would select a program. for their child, and the school

~__ would then allocate personnel and. olher resources to each alternative on. the basis of the number of
chrldren enrolled S : . . 2 e

) P.nrents would -be. free to- send their, c*-'wen to any- publlc school Wllhln the dlstrlct that ofl’ers :
mstructnon for their chlld s age group. Many parents probably would continué to send lhelr chlldren to the

nél;,hborhood sc_l}ool ‘but others wouldnot._It Is possible, therefore, that some schools would be over-

w,“” subsérlbed while others would have extra room: - Districts- could handle this problem in several ways. One

Q

ERIC
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11 hal
way would beto provide mobile classrooms, ‘which could be used. irthe-short rt run to permit exnpansion of,
.- more_ successful programs. In the long run, new f.xc:lrues couid be built or Ie.xsed to- dchxte thie ‘

J

chrldren who lrdnsfer o - - ' : - ’ S \\

o Howevc.r provndrng extra cl.mrooms mlght be too expenslve. .nnd p.lrents mlght regard mobile
cl.lssrooms us inferior. An alternative .lppro.nch would be to expand the authority of a successful principal

to include: -part of a school that does not attract as many sgudents. For example if school A attracted 50

- percent more students that it could h.nndle and schocl B enrolled only - one-half .as many as it éould
accommodate, the principal of school: A comd use half of school B’s resources to dccommod.nte school A's

_ - overflow. The. pr|n0|p.ll of school A would be responslblc for the staff and sludents in one and one-hlf
schools. S L=, » :

Reg.xrdless of the mstrtutron.d drr.mgemenls. a: number of characteristics musl be presented in order
for competition. among school programs to be effective.?’ First, parents must be able to evaluate, _the
performanee of. progr.rms within a schoo} and within different schools. Tl/ns is. not: easy in’ large school
. systems,.since the' performance of students on standardizZed tests is affegted. by many fiictors besides the
" quality of instruction. Nevertheless, the annual performance’ reports co?lld provide information whlch '
. together with the informal information spread by ‘word- of-moulh waild be adequ.nle to en.nble mosl )
pdrenls to m.xke an mtellrgenl program choice: - . '

. o ‘e :
Second competmon dmdng school progr.nms is posslble only |f there are realistic .lltern.ulves for
‘every family. At a4 minimum, there would have to be open enrollment within districts. But even thrs riight
-not provide real options unles» lr.nnsport.luon is avarl.nble to each school, particularly for childrer. from
low- -income families. The posslbrllly that some schools would be oversubscrlbed would have to be consld-
ered as well, - o o R , : /*'-—w-« -

EERY}
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Thlrd school’s must be free to. 0ffer dlfferent educattonal programs lf district regulat|ons force every o
school to provrde similar services, an. open enrollment pollcy w:ll ‘not _produce. competitive pressures.
- School principals must be free to hire-and fire personnel and to use resources in different ways to provide

different educational products Firally, allocation of school district resources must reﬂect parents’ choices °

. of educational programs. Schools must receive some reward for attractlng more students and some penaltyt
" for loslng students if competltlon is to work : :

Lo
’-
o

Allowmg for free chorce of school programs makes school slte management look much like a voucher o
plan, where parents are constrained to use publlqu operated programs and m0ney is paid directly-to the
schools. The intent of providing free parent choice- of school programs, however, is to increase the .

- sensitivity of schools to greater parent participation. School admlnlstrators and teachers must know that if . ,
' they are not responsrve -to, parent concerns, parents; have the ‘option of going elsewhere To use
Hirschman’s terminology; the exlt option is used to strengthen the voice optlon W T o

Will §chool Site ‘Management Work? 3

o ) _ \ , :

* Most of the elements of school‘srte managem'-nt—parent advisory counclls school slte'budgetmg,
open enrollment—have been tried slngly or.in combination in a number of school districts. The expen- :
ences of these districts provrde clues ‘to- the llkel,)l effects of total school 'site management. In school .
dlstncts that have permitted lnleldUal schools to develop alternative educational programs, a variety of
such programs have emerged. This result almost certalnly promises’that school site-management wrll
produce a broadervange of educdtronal offerings than centrallzed ‘program management 28

I's

An analysis of school site budgetlng in the Newport Mesa Unlfed School Dlstrlct in Callfornla is
.revealing. When allowed discretion over the-use of funds, the schools within the district chose to spend'
their funds in markedly different ways. Table. | shows the school. district average and school by school
" expendlture vatiation for a school district that used lump-sum school site budgeting. Clearly, some schools . .
< . within the district chose to forgo such items as office supplles, new tex»tbooks, and professional meetlngs

in order'to concentrate funds on new equrpment and lnstructlonal supplles '

-

TABLE 1. Expend|ture Varlatlons Among Elementary Schools in NeWport-
" Mesa: Unified School Dlstnct Uslng School By School Budgetlng,_

1972-1973. | . :
- - . District-wide Average |, Ra‘nge of School- b'y~School _ o
. E)tpendnure Category . Expenditure per Pupil - Expendrture per Pupil .- ’ , .
% Field Trips el S LIS 0 so3sas -
Textbooks o 05 L - "0.00- 1.24 B
. Other Books .. . 0.74 T 0.00- 1.74
- Professional Meetings : 0.16 . . - 0.00- 1.56
Instructional Supplies : 13.35. ¢ 8.25- 33.68
" ‘Office Sipplies > 1.00 . 0.00- 259 . )
_Health Supplies 0.10 - 000~ 0.26. T
* Telephone- 149 T 090~ 236 - S
New Equipment 3.02 _ - 10.07- 11.07 ’

Source:. Diana K. Thomuson' dtssemt\\n in progress at the Unliversit.y of California, Berkeley,
" California, 1976. \ . o '

‘e
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Srmrlar variations occurred in perso el use . under lump-sum school budgeting. When,permltted

~ school administrators selected a wide miXtur® of teachers, aides, and such special service personnel as -

counselors, reading teachers, part-tlme tiors, .and assistant administrators. Some: of this variation may

- have been the rcsult of differences ifi pupil characteristics between schools. Of course, if the allocation of
" school resources was viewed over a longer per|od some of the variation might disappear, yet prellmrnary h

- information and logic both suggest that school site management and budgetlng would produce a much
_ greater varlety of educatronal servrces ‘ :

A more- drfﬁcult questlon than *'Will school site management work?"" is. **Will school site manage- .

ment. help districts adiust to a period of declining resources ‘in a manner thatis- responsive to community

L preferences"" The evidence needed’to answer this questlon is not readily avallable However we can look

at how cutbacks under both systems probably would be made.

v

Under centralized management, cutbacks tend to be made f rst in caprtal outlay, and mamtenance
budgets.. Next, programs. that are only indirectly related to the purpose of the schools (such as driver

_education or arts programs) or. programs that serve cnly small segments of the comimunity (such as.adult
. educatron programs) are cut. As a last resort teaching staff members -are released on a “‘last hrred first -

fired”’ basis.® . . . o ,J .

1
l e e

Under school srte management, many of the cutbacks would be made at the-school site, arid each

school mrght cut'something drfferent Capital outlay, marntenance, and unessential programs would prob- -

ably still be the first casualties.- Staff cutbacks however, ‘might vary consrderably among schools: For’
example, a ghetto school might decide:to retain vecéntly hlred minerity staff members if those teachers’
programs were deemed sufficiently important. Of course, some parents m|ght ob_|ect to such a decision and -

' decrde to send their ch|ldren elsewhere . : ;
" t
|

The key questlon in communlty respons|veness is whether the tyranny of the ma_|orlty ‘at a s|ngle

. " school site would produce better publlc policy than the tyranny of the maJonty in an entire district. My

guess-isthat -more- people ‘would besatisfied with school by-school -cutbacks than with drstrrct-wrde
cutbacks—both because they would be better able to mfluence th0se&dec|srons and because cutbacks
would be more carefully tdllOred to the educatron preferences of smaller communities.

" . . 8

- . ' !

Implementmg School Site Management S _ l

) . , »
_ lmplementlng a major reform proposal is never eas)J' .Those people who benefit from the cxlstrng
order will' naturally oppose the ref0rm those who are lrkely to benefit from the new arrangement are often

- disorganized and are only half-hearted in their support. The latter’s lack of enthusjasm for change arises

partly from their fear of those in power who oppose change, and partly from their unwrllrngness to bel|eve '

in anyth|ng new untrl they have actually experienced it.*! : . . :

Opposmon to Sc'hool .S:te Managcment 4 ' o oL L
( R . . - N

The political fcasrbrlrty of school site management is ar\\r important subJect since- opposmon to such

management would come from. several places. Many superlrltendents and central office personnel would

.. oppose deécentralization because it would diminish their role and influence., Freguently, proponents of

Q
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_ admrmstratlve opposltlon to the plan . _ |

. . . H A . - . Pl .
o . . .

" administrative decentralizafion seek to Tally support for their | roposals by emphasmng tle incompetence

of school administrators. This strategy botlf misses the major reason for decentralization and solidifies™

N o
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The purpose of school site management is to encourage greater program ﬂexlblhty, which is impossi-
ble with centralized administration. Furthermore, school site management would not eliminate the need _
for a central administration. Rather it would free the central admrnlstratlon to spend more time on those .
things it does best, such as carrying 6n financial transactions with external .agencies' and insuring that
district activities are being performed properly. Many. financial, monitoring, auditing, and. testing functions.

' would remain the responsibility of the central admmrStratlon Most program and personnel plannlng, iy

s ho ever, would be delegated to the school s|te : : . 4

3

- \Another probable source of opposmon wguld be the. unions, In many “districts, umons are‘in the ;
process of establlshlng relatlonshlps with teachers and district management, and they are likely to oppose

any refbrm that complicates that organizational task. They would partleularly oppose the delegation of - N
most personnel functions to individual school sites because it would mean dealing lndmdually with many
pnncrpals. rather than with the school board or its representative. "Finally, unions, are likely to oppose
school site bargaining on prograifi issues. Their 'task is easier and thelr posltlon is stronger if they can,

. bargain on all issues with a smgle board or its representatnve - "

<

g . S . - ]

Union opposltlon mlght prove fatal to school site management 1f most teachers were also 0pp05ed to

: the idea.. The subject of .teachers' attitudes, however; is complicatedy and is likely to vary considerably

among districts. Many teachers today are disillusioned because they are often blamed for the failures of -
public educatton while they are |ncreas|ngly constralned from doing anything to lmprove it. A key element
of school site management is strengthemng the role of the teacher in the classroom 1If teachers are given
greater control in the classroom and more influence | over school policy—in selecting a pr|nc|pal and
desrgmng a school's ¢curriculum, for mstance-—they are llkely to support school site management or at

“least somc parts of it. Teacher support is essentrél for the plan to work; it is ago the key to d|lutmg unlon T -

0pp0$ltl0n

- .
AY

.

Phase One: Dm'elopmg lmplememauon Plans =~ * = oL

‘ To minimize professlonal opposition te school site management and to build publlc confidence'in its
ability to improve public education, the proposed reforms might be phased in gradually. During the first _
- year, emphasis should be on developing a detailed school site management policy that includes goals. \

objectives, and an lmplementatlon strategy: Principals, teachers, students, and parents’ snould be encour-

aged to_participate in development of the tentralization plans, Whenever possible, ‘tchools should be

permitted to experiment:with- vanous for s of school self-govemment.

v /\ . - . . . “
A number of changes could be tried wrthout major altermg of state or district laws and regulatrons

" Parent-advisory committees could be éstablished. Alternative election procedures could be tried, .and

PACs could be given a variety of responslbnlltles to find out which tasks they are likely to perform most
effectively. Principals could be given greater control over school curriculums and school budgets. At first .
the scope of pnnclpals discretion could be quite small; then 'as principals become experienced in making
curriculum and~resource decisions, they could be allowed to reallocate surplus funds. This would help
encourage lmproved program efficiency and productlvrty

v
-
‘

Districts also LOUld begln experlmentlng with open enrollment pollcles to learn how many and what
lunds of students Lhange schools Principals arid adviSory school councils could prepare performance'-
reports and distribute them throughout the district# Initially, few restrictions or redurrements shouid be

-—placed. on the contents of these reports. Experlmentatlon would help |denufy those elements of the reports

ERIC
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- that are of interest to.the publlc . o 4
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As initial work. wrth school site management takes place maJor emphasrs should be given to creatmg
interest in school self-govemment to conducting-experiments and discussions of alternative arrangements

.of school government, and to collecting mformatron on the lrkely consequences of greater pa"nt pnncr-

. would have to be glven to the trammg of school pnncrpals

_ the Three Elmunanng Legal Barners

pal and teacher control, at the school site,

) Phase Two Trammg School Personnel e S

Durmg the secend ycar. emphasrs would be on trammg ofaschool site personnel of pnmary impor- .
tance would be the retraining of principals, since the principal’s role is crucial to the success of school site
governance. The principal must become a strong leader, a good manager, and an accompltshed pubhc
relations expert. The skills necessary for these roles are seldom gained through experience as a classroom
teacher. nor are they emphasrzed in most schools of educatlon Careful thought and much effort, therefore.

. A consrderable amount of staff retraining would also have to be undertaken to prepare teachers. for
their expanded roles.- Teachers would' have to become. accomplrshed in curriculum development an¢
program evaluation. Their work would be partlculal 1y important in low-income districts, since they would

-also have to assist parents in leammg how to choose school progra;ns and pamcrpate in-the educatlon of

their children.

B o e - S
ry : - - " :ﬁ@,}

A thlrd phase which? might take as long as two years, would focus on developmg the institutional
vehrcle for carrying out a school site management policy.’ lmtrally.,state statutes and. regulatlons would

PRI

have to be reviewed to uncover requirements that aré mconslstent with administrative decentralization.’ .

. For example, under most state laws, school boards are not ‘permitted to delegate responsibilities to: ~chool”~

site committees or councils. State budget vr finance laws’ are also likely to prohibit delegation of budgeting

' responsibilities below ths drstnct level: Such laws would have to be changed to permlt greater cor.ttol over

educatlon policy and budgetmg at the school site.

5 . . . -
- State provrsrons régatdmg teacher certlﬁcatlon employnient, assignment, etc also. would probably
have to be changed to permit- the delegation - -of personnel functions to mdlv1dual schools. Particularly

troublesome would be tenure or fair dismissaldaws and collective bargaining laws. And since principals

.need 'the authorlty to hire teachers to make school site management effective, regulations giving teachers

semonty rights through a district would have to be revised. To i increase the program ﬂexrbrlrty of local -

_school administrators, many certification requirements would have to be relaxed. There are many persons °

'wrthout teaching credentials—some with Ph.D.'s and some’ with “‘real world“ experrence——who would

make outstandmg classroom teachers.

In ad'dition to revisingstat'e' laws, policies would have to be enacted delegating specific respon-
sibilities to. parent advisory councils, principals, and parents. Attention also would need to be given to the
kinds of support each group needs in order to carry out its responsibilities. PACs would be powerless

. without adequate 'information on which to base policy recommendatrons necessary information could be

supplied by individual pnncrpals or by a central office responsible for aSSlStlng PACs. It might bé useful.to

empower a broad-based committee at each school site to develop a specific implementatioi plan. This

committe, consisting of the principal, teacher representatrves students, and parents, would attempt-to-

o’

thrash out the issues that school site management might engender. This actrvrty of consututron burldmg at \.‘
.. 'the school site -would also- be good training for prmclpals and potentlal PAC members ' )

//,' o 24 S -
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Phase Four: Alloca!mg Funds

"During the final implementation phase, dlstrlct funds would be allocated to each school ona lump— B
~ sum basis, and program plannmg, implementation, and evaluation woiild be carricd out at the school site.

- At this point an open enrollment policy would go lnto effect. and provnsnons woulo have to be made for .
_intradistrict transportation of students,

i
~ . IS

Snmmary

School site management is a decision- &aklng arrangement that enables school dlstrlcts to make hard
economic decisions in ways that are responsive to the consumers of public education. It counteracts the

, trend toward increasing centrallzatlon in public education and is therefore consnstent with demands for

greater c|t|zen partlclpatlon in publlc decnsnon-makmg , e
' . In addltlon school site management provndes a meclanism for making professnonal educators more
accountable for their performa'lce Accountaolllty would sLift from the district level to the school site. If a

~schogl failed to meet the expectatlons of:its constltuents parents could ask that the principal be replaced,

1. 2

or they could-try to change the'school's curriculum and methods of i instruction, or they could send their

children to a different school. School site management ‘would provide citizens with a stronger voice and a

“greater choice ‘in publlc educatlon than they now p0ssess Both of these abllltles would go far toward
_restorlng confi dence in public schools :

:.v.,
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